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MEMORANDUM FOR:

Executive Assistant to the Executive Director

FROM: H. F. Hutchinson, Jr.
Vice Chairman

SUBJECT: =~ Proposed Pay, Personnel and Compensation System
1. Attached are three reports from the Nat1ona] Intelligence Council.
We-elected to have the NIOs, Assistant NIOs, and secretar1es interviewed

wseparate]y.v~"

2. %The results are interesting:

Most f1nd the proposals overwhe1m1ng in detail and do not fu]]y
understand them.

Few have taken the time to read the proposals or attend a briefing.

Few see incentives in the new system.

Many are somewhat apprehensive about the proposals.

Nevertheless, the mood is to go ahead with change.

3. My judgment is:

The proposal is uninspired.

“Change is required, and soon.

A tedious, bureaucratic revision of the proposal is not desirable.

If we can't revise it quickly, let's get on wiphmit.

Attachments
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CONFIDENTIAL

11 September 1987

MEMORANDUM FOR: H. F. Hutchinson, Jr.
Vice Chairman, National Intelligence Council

25X1

FROM:

SUBJECT: Comments on Proposed Pay, Personnel Management, and
Compensation System

1. In general, I found a feeling of indifference among the assistant NIOs
and AG personnel that responded to my request for input on the proposed
compensation system. Despite the fact that all assistants and AG members
received a memo and questionnaire, only six were returned to me. Most of the

. observations made in this memo are drawn from personal contact with about a

o . dozen others from throughout the NIC. Because I tend to favor the new

A proposals, I found myself doing a somewhat lousy job as a pollster. Too often
I found myself defending the proposals--often in reaction to what I though was
lack of understanding of the specifics of the proposals.

2. It became clear very early that no one was prepared, or wanted, to
address all of the 16 specific proposals in the package. But it was also
clear that most wanted to talk about the pay/bonus/banding proposals.
Misgivings were raised about the subjective decisions that will be made in the
promotion/pay process--perfomance plans, performance evaluations, panel
discussions. These have been traditional gripes; they will continue to be so.

3. The population sample I had to work with was small, so I was not able
to come up with any hard statistical data. There was, however, one issue that
seemed to be developing a groundswell--three people zeroed in on it--all
employees should continue to receive government-wide salary increases that are
approved by the Congress. Nevertheless, I found two general categories of
people:

Those who attended a briefing and are generally in favor of the proposals:

--This group, although generally in favor of what was being proposed, is
concerned most about how promotions and bonuses will be handed out. There is
considerable skepticism about the competency and objectivity of management in
this Agency. Almost without exception, these people were leery about trusting
their future pay raises to managers who are experts at dispensing patronage or
playing favorites. People were most unclear about how the mechanics for all
of this would work--panels were not necessarily an answer to their concerns.
This having been said, this group said "go for it."

CONFIDENTIAL
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Those who did not attend a briefing and are against the proposals:

--I guess it really should not have been. surprising that those that I
spoke to who did not attend a briefing were almost without exception against
the proposals. Once again the main fear was hoWw pay raises would be
allocated. But, with this group, the old GS system should be left as is,
because "we know how it works." It was a little frightening to hear some of
their reactions. The word, "plot" was sometimes used by this group. Some of
these people are resigned to the FACT that the Agency is going to do what it

wants anyway

4. Because this organization is basically conservative to begin with, I
guess it should not have surprised me that there would be such an undercurrent
of resistance to change. Maybe we have thrown too many details, at too many
people, too soon. Perhaps we should have first sold everyone on the idea that
because we different from the rest of the US Government, we should develop our
own pay, personnel and compensation system and be truly different. (No one I
spoke to disputes the fact that we are different.) Then perhaps once the
stage had been set, we could have launched into the details, with more people
participating, more fully.

5. On balance, most of those I spoke to are willing to take a chance on a
new, and more flexible system. MWhile one said that they thought it
"unprofessional" to be grubbing for a 5 percent bonus, most agreed that it is
in our (mid-level officers) interest to try something different. As usual,
however, the details are making them somewhat uncomfortable.

CONFIDENTIAL
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The Director of Central Intelligence
Washington, D.C. 20505

National Intelligence Council o 27 August ]\987

MEMORANDUM FOR: H. F. Hutchinson, Jr. :
Vice Cha1rman, National Intelligence Counc11

FROM: Robert D. Vickers, Jr.
National Intelligence Officer for Latin America

SUBJECT: NIO Comments on the New CIA Personnel Management and
Benefit System

1. Most of the National Intelligence Officers were supportive of the

overall management and benefits package. Nevertheless, some raised major
questions about various aspects: of the proposals:

: a. Feature 1 - Band1ng here was a quest1on about whether four
to six bands was really sufficient. Another fundamental question was
whether banding would affect the.ab111ty of CIA personnel to move to
other government agencies, e1t,“rltemporar11y or ‘permanently. Finally,
there was some doubt about whether we could trust a contractor to do an
obJect1ve Jjob of assessing salary comparab1l1ty.

b; Feature 2 - Incentive Pay: Reaction was generally favorable,
but there was a question about whether all automat1c salary adjustments
shou]d be abolished. e

. c}'nFeature 3 - Performance Plan: There was considerable concern
~ about the new performance appraisal system and the problems that
_resulted from the former LOIs.

“d, Feature 4 - Performance Evaluation: Same concern as above.

K e;”7Feature 5 -'éareer Handbooks: Positive response.

f. Feature 6 - Career Development: There was concern about.
whether individuals would rea]]y get any more support than they get
under- the current system, i.e., very little.

g Features 7 and 8 - Training: Positive response.

h. Feature 9 - Dua] Track: Pos1tive response.

et

"ature 10 -,Promotlons,- Very positive;.'

INTERNAL USE ONLY
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j. Feature 11 - Flexible Benefits: There was some concern that
there was-too much flexibiTity and possible confusion. Nevertheless,
the response was generally very positive.

k. Featu}e 12 - Leave Conversion: Very positive,

1. Feature 13 - Education Assistance: Very positive.

m. Feature 14 - étaffing.Management: There was concern that
older, more senior SIS' would be forced out just to make way for younger
officers.

n. Feature 15 - System Controls: Generally positive.

0. Feature 16 - Projection Tools: Generally positive.

2. In terms of overall comments of the NIO's, there was recognition
_that the new system would place a much heavier burden on the supervisor to
‘manage the performance plan, and that considerable additional training would
be absolutely necessary. for this -task.. There was also considerable

* questioning of whether and how'the bonuses would be pub]1c1zed, iie, the
‘private sector generally keeps bonus 1nformat1on very secret S0 as not to

“promote d1ssens1on : ;
r.

Robert D. V1ckers,

INTERNAL USE ONLY
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The Director of Central Intelligence
Washington, D.C. 20505

National Intelligence Council

16 September 1987

MEMORANDUM FOR: Vice Chairman, National Intelligence Council

STAT FROM: | |
Executive Secretary

SUBJECT: Comments on New CIA Personnel Management and Benefit System

1. Each secretary of the National Intelligence Council received a memo,
questionnaire, and ‘telephone call regarding the draft proposal for the New CIA
. Personnel Management~and.Benefit System. Needless to say, the response was
“wery poor. Telephone’conversations.revealed that most secretaries. did not
- have. time to read ‘such:a lengthly proposal which was difficult to understand;
- they also:.felt that they could not afford the time to attend briefings in the
‘auditorium-thas ~two.to four hours. Although I attended a briefing, it
. was' so_poorly represented that few questions were asked and. 1ittle information
o, © ‘was gained. : The“general consensus of the secretaries is that a change is
- needed in the GS'system. - ' - :

2. A summary of comments from the "Employee Suryey" form are as follows:
=< .Feature 1 -~ Occupationally Defined Bands: Secretarial comments - Is
, four to six levels enough? My thinking is that banding does not
provide incentive or merit and that it limits advancement. Why does
the Agency have to spend money for contractor support in compiling
salary data? It seems to me that the Agency has enough competent
people to do the job. ‘

-- Feature 2 - Incentive Pay: Secretarial comments - average rating is
high for all categories. It is my understanding that under our
‘system now we have a recognition factor--why don't we use special

- achievement/exceptional accompliishment awards more? Also, incentive

pay can be worked into the GS system.

-- Feature 3 - Performance Plan: Secretarial comments - average rating.

.- - Feature 4 - Performance Evaluation: Secretarial-comments - Average
~.rating s high." S ‘ :

-1-
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SUBJECT: Comments on New CIA Personnel Management and Benefit System

-~ Feature 5 - Occupational Career HandbookS: Secretarial comments -
average rating is high. [ think this is good. At least you could
map your career and know how to plan for future progress.

-- Feature 6 - Individual Career Development Plans: Secretarial
comments - average rating is high.

--  Feature 7 - Occupation-Specific Training: Secretarial comments -
average rating 1s high.

--  Feature 8 - Improved Availability of Training: Secretarial comments
- average rating is high. I am not sure how training will be done at
the tonvenience of the employee.

--  Feature 9 - Dual Track: Secretarial comments - average rating is
high.

--  Feature 10 - Promotion: Secretarial comments - average rating is
high. [ am not sure that the (B) section is clear. I thought
"satisfactory performance appraisal rating" was the basis for
incentive pay, and “demonstrated ability to assume greater
responsibility at a more senior level" was the basis for a
promotion. Promotions are not mentioned too much in the new system
and it looks as though they may be based on training.

A

-- Feature 11 - Flexible Benefits: Secretarial comments - average
rating. This sounds confusing to me. We definitely need a good
benefits program. It could be added to our existing program.

--  Feature 12 - Leave Conversion: Secretarial comments - average rating
is high. My comment is why are none of these benefits in the
secretarial career system; it appears these are benefits for .the SIS
level and non-SIS managers and experts.

--  Feature 13 - Educationa] Assistance for Dependents: Secretarial
comments - average rating 1s high.

-- Feature 14 - Staffing Management Tools: Secretarial comments -
average rating is high. I don't Tike the "unreduced benefits" as
that does not seem quite fair to other employees.

--  Feature 15 - System Controls: Secretarial comments - average
rating. We are now in the hands of computers.

-2 -
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SUBJECT: Comments on New CIA Personnel Management and Benefit System

-- Feature 16 - Projection Tools: Secretarial comments - average rating.

-- The guestion you posed that secretaries focus on: “How would this
affect the IS System?" The booklet does not say much on this.” The
| only thing I recalled was that the secretarial force would be phased
| lnug the system, if adoptedavover a two year period. ﬁﬂloat'nigmgihn&ma
3. The average opinion of the secretaries 1s-—"What are we wa1t1ng
for?"--go ahead. [ am a little more reserved. [ agree with most of the
proposed changes but think that we ought to adopt as many of them as we can
under the present (GS) pay system. . Why nat improve what we have--making -
existing things better. Something so totally new only frightens people.

STAT

-3 -
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EMPLOYEE SURVEY

*
System Features: Rating and Comments:

Feature 1—Occupationally Defined Bands

A. There could be a varying number of banded g
pay levels—from four to six—for each Agency
occupation,

B. There would be a broader spread between the 67
minimum and maximum of a banded pay level
than exists for GS grades. Instéad of discrete steps,
the internal range of an individual banded pay
level would be open, and permanent salary in-
creases would represent a percentage of base pay.

C. The relationship between our occupations , C
would be maintained by an Agency-specific job g
evaluation system. This system would replace all

OPM-related classification tools being used by the
Agency. -

D. An Agency-unique pay schedule would be "7
developed using the banded job levels identified

by the panels. The new pay schedule would have

25 pay levels based in part on salary data that

compares Agency jobs against equivalent ones in

the marketplace. Each band within an occupation

would be placed on the new pay structure at the

appropriate level. The top of the pay structure

would be constrained by the legislative pay cap.

support would be used to compile and assess
salary survey data for periodic review by the
Office of Personnel with direct participation by
the Directorates. Salary schedule adjustments pen-
odically would be authorized by the DCI. '

E. To keep the pay schedule current, contractor *7

* On a scale of 1 to 10, indicate your reaction to'each feature (1 being least
favorable, 10 beifig most favorable, and 5 indicating a neutral position; no
entry indicates no opinion). Use a separate sheet of paper if more room 'is
needed for comments. '
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Feature 2—Incentive Pay

A. The Agency would" budget directly for its
incentive pay and promotion funds. Legislative
pay increases would increase the amount of per-
sonal services monies available for distribution to
employees as part of the incentive pay system.

B. Using budget amounts specified by the \
Comptroller, an Agency-wide incentive pay plan- 7
ning grid would be developed annually and ap-

proved by the EXCOM. The grid would specify

the ratio of amounts available for permanent sala-

ry increases and performance bonuses.

C. Above satisfactory performance would be o~
rewarded more substantially than under the GS, \7
and satisfactory employees would receive pay in- .
creases comparable with those now possible.

~J '

D. Pay would be in two parts, a permanent
. increase and a performance bonus; both will be a 7
| percentage of base salary. Permanent increases to
salary would be paid biweekly, and performance

bonuses paid in a single lump sum.

competitive evaluations conducted by panels. Of-
fice directors, DO division chiefs' and heads of
independent offices would approve all pay adjust-
ments below the SIS level. '

E. Pay adjustments would bé¢ on' the basis of ?

office would be evaluated for and paid a perma-
| nent increase and a performance bonus by the
component in which they are working. Promotion
\

F..Individuals who serve outside of their home 9

for these individuals would be the responsibility of
the parent career service.

G. Salary schedule adjustments would not auto-
matically result in an increase to each employee's g
personal salary. Rather, an employee's salary in-
crease would be determined during the annual -
.pay-for-performance evaluation.

: be established as a recognition program for non-
. SIS managers and experts. There would be an
‘ increased annual leave carryover limit for manag-
‘ ers and experts and a bonus program that would
| allow an additional bonus, which, when combined
| with the normal merit bonus, could be as much as
15 percent of base pay.

* H. A Manager-Expert Incentive Program would ?

* L. The minimum and maximum for SIS bonuses

would remain- as they are today, :»butﬁfthb»ffbdr_lus K f % ' A '
pool would be increased  somewhat to “allow a- - S - (%OL Srs M m
larger percentage of the SIS population to receive ' o :

an award. o
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Feature 3—Performdnce Plan

A. A modified performance appraisal system
would be developed that includes: performance Ci\
plan formulated by the supervisor and employee at

the beginning of the rating period and required

interim feedback discussions between supervisor

and employee.

B. An automated data base of key tasks for each
Job identified by the occupational panels would be ?
developed and made available to supervisors and

employees to aid performance planning.

C.. Supervisors would have the flexibility to |, ?
modify a performance plan on the basis of interim C
feedback discissions with the employee.

Feature 4—Performknce Evaluation

‘and a five-point iscale’ adoptcd in place of the
current seven-point- scalc. Additionally, a perfor-
mance appraisal. form tailored for the evaluation
of managers would be developed.

A. The current PAR format -.could be changed ?\

B. Employees” would be evaluated against job
tasks identified by the occupational panels or Cf
against specific job tasks developed with the

supervisor. ’

C. The performance appraisal by the first- and
second-line supervisors would be used by panels to ?
cvaluate and rank employees for pay adjustments.

Feature S—OQOccupational Career Handbooks

Career handbooks would be written for each
- Agency occupation. The handbooks would outline / O
the career management process for each occupa-
tion including career maps, training and assign-
ment opportunities, and pay administration pro-
cedures.

Feature 6—Individual Career Development Plans

Employccs would have the option, tools, and / O
incentives to prepare detailed and realistic career
development plans. Information regarding pmjoct-
ed Agency needs would be available to -assist
employees in their mdxvxdual planmng

Feature 7——Occupatxon-Spcc1ﬁc Trammg

Occupauon-spccxﬁc training would bc devel-- ok
oped that is kcycd to the: pamcular skill rcquxrc- } / 0O
ments of the various levels within individual occu-
pations. Representatives of the occupations would
work with OTE to tailor courses to meet specific
occupational requirements.

., Declassified in Part - Sanitized Copy Approved for Release 2012/08/07 : CIA-RDF}QOGO1353ROO1800030017-6 _’
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Feature 8—Improved Availability of Training 7 W% \

Y
Training would be made available when it is m&.@
needed and at the convenience of the employee. “/‘“‘z‘% %7&47&“ ; ,z .
Several new training features such as self-instruc- {y
tional correspondence courses, computer-based in- ’”“‘?
struction, and workbooks on a range of unclassi-
fied subject areas would be developed.

Feature 9—Dual Track

With more positions established for experts at the .
higher levels, employees in a number of occupation- g/
al fields would have an altemative to the manage-
ment track that offers appropriate reward and status.

Feature 10—Promotion

A. Career management would continue to be the g
rcsponsnbxhty of the parent organization/career
service, and pancls“would evaluate employees an-
nually for promotion to the next higher level.

|
|

B. All employees who have a séusfactory perfor- S
mance appraxsal rating would be. oon51dcrcd for
promotion. :

"C. Promotions would rcsult in a permanent C7\
increase to base pay of at least 10 percent.

Feature 11—Flexible Benefits

A flexible benefits program would be developed :
with three attractive characteristics. First, it would 8
allow the employee more choice in selecting bene-

fit options. Second, it would allow the employee to

pay certain health and dependent care expenses

and other qualified benefits with pretax dollars.

Third, it would allow the employee to exchange

some annual leave for additional flexible credits or
exchange flexible credits for additional leave.

Feature 12—Leave Conversion

Several annual leave modifications are being
proposed as alternatives to those offered under ?
flexible benefits. These include: increasing the
annual leave carryover limits for non-SIS manag-
ers and experts; cash payment for SIS leave bal-
ances in excess of 500 hours; conversion of annual
leave t6 sick leave or deposit into a sick leave
bank; and use of home leave balances as paid umc
off in the year before retirement.

Feature 13—Educauonal Assxstance for .
Decpendents -

A CIA-guaranteed and -subsndxzcd studcnt Ioan- >
program administered through the Credit Unionis - g
proposed. In addition, .leave secured loans and' .
Thrift loans are considered.
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=/

_groups of employees.

Feature 14—S&$ﬁng Management Tools

A. Establishment of a retention bonus program
is proposed to provide managers with extra flexi-
bility to .reduce -turnover of key individuals or

B. An carly retirement provision is proposed
that would allow certain SIS officers retirement
with unreduced benefits to maintain a flowthrough
into the management ranks.

C. An carly retirement provision is proposed
that will allow certain key experts to retire with
unreduced benefits as a means of encouraging
them to spend a full career with CIA.

D. An involuntary retirement option is being

proposed to allow certain individuals effected by

reorganization or reduction in force to retire early
with unreduced benefits.

Feature 15—System Controls

Computer-based models of the personnel struc-
ture at CIA would be developed.to formulate
salary planning grids for the Agency incentive pay
program, to allocate incentive -and promotion
monies to the Directorates, and to assist compo-
nents in adjusting occupational levels and num-
bers of personnel. '

Feature 16—Projection Tools

. Automated support would be available at the
component level to assist managers with projec-
tions on future human resource requirements.
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‘/lfﬁ: After reading the Task Force report on the proposed new pay, personnel
: management and benefits systen, the statement(s) below that most closely
reflects my opinion is:

o~

1. what are we waiting for? 1 agree with the proposed changes and
think that we ought to adopt the new system pretty much as ptesented

in the report.

adopt as many of them as we can under the present (GS) pay system,
without shifting to a market-based occupational pay scheme.

.

3. I agrége with most of the proposed changes but don‘'t like:

the pay-for-performance incentive feature

having to get off the GS system
the dual track idea

- banding
the proposed new PAR system
other (specify - )

4. I don't feel strongly for or against the proposed changes; I could

: 2. I agree with most of the proposed changes but think that we ought to
|

|

go either way.

|

»
\

5. I don't like any of the proposed changes except:

incentive pay » \
market pricing and getting off the GS system

dual track

banding

improved career development system

proposed benefits program changes -
_other (specify )

6. I think the whole thing is a bad idea; we should stick with what
we've got.

7. I still don't understand the proposed changes well enough to make an
L informed judgment.

S My office DCT—/A//C//V: of S~
| Grade  /5-0.3 .-

| Career Service X5 - =<

Job title or "occupation"” ElywvéowL;S§<ul;é§ijf
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EMPLOYEE SURVEY

. *
System Features: Rating and Comments:

2 !
Feature 1—Occupationally Defined Bands f u& 7 W ‘ |

A. There could be a varying number of banded

pay lcvg:ls—from four to six—for each Agency 77%“ g/(
occupation.

B. There would be a broader spread between the
minimum and mgximum of a banded pay level
than exists for GS grades. Instéad of discrete steps, |
the internal range of an individual banded pay 9 |
level would be open, and permanent salary in- -
creases would represent a percentage of base pay.

ship between our occupations
ned by an Agency-specific job
Th'l_s system would replace alj
fication tools being used by the

evaluation system.
OPM-related classi
Agency. :

~0

D. An Agency-unique pay schedule would be
developed using the banded job levels identified
by the panels. The new pay schedule would have
25 pay levels based in part on salary data that
compares Agency jobs against equivalent ones in
the marketplace. Each band within an occupation
would be placed on the new pay structure at the
appropriate level. The top of the pay structure
would be constrained by the legislative pay cap.

>,

support would be used to compile and assess
salary survey data for periodic review by the
Office of Personnel with direct participation by
the Directorates. Salary schedule adjustments peri-
odically would be authorized by the DCI.

E. To keep the pay schedule current, contractor ?

* N - » ) . ) .' ‘ .‘ ) .
On a scale of 1 to 10, indicate your reaction to each feature (1 being least
favorable, 10 being most favorable, and 5 indicating a neutral position; no

entry indicates no opinion). Use a separate sheet of paper if more room is
needed for comments. '
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Feature 2—Incentxve Pay : .

A. The Agency would budgct directly. for its - »
incentive pay and promotion funds. Legislative f
pay increases would increase the amount of per- g
sonal services monies available for distribution to

cmployees as part of the incentive pay system.

B. Using budget amounts specified by the
Comptroller, an Agency-wide incentive pay plan-
ning grid would be developed annually and ap- Y
proved by the EXCOM. The grid would specify
the ratio of amounts available for permanent sala-
ry increases and performance bonuses.

C. Above satisfactory performance would be
rewarded more substantially than under the GS, / 0
and satisfactory employees would receive pay in- '
creases comparable with those now possxble.

D. Pay would be in two parts, a permanent
increase and a performance bonus; both will be a g(
percentage of base salary. Permanent increases to

salary would be paid biweekly, and pcrformanoc

bonuses paid in a single lump sum. :

competitive evaluations conducted by panels. Of-
fice directors, DO division chiefs and heads of
independent offices would approve all pay adjust-
ments below the SIS level.

F..Individuals who serve outsidc of their home
office would be evaluated for and paid a perma- [/7
nent increase and a performance bonus by the -
component in which they are working. Promotion
for these individuals would be the responsibility of
the parent career service.

E. Pay adjustments would be on the basis of g

matically result in an increase to each employee's 9
personal salary. Rather, an employee's salary in-

crease would be determined during the annual -
pay-for-performance evaluation.

* H. A Manager-Expert Incentive Program would
be established as a recognition program for non-
SIS managers and experts. There would be an
increased annual leave carryover limit for manag- g
ers and experts and a bonus program that would
allow an additional bonus, which, when combined
with the normal merit bonus, could be as much as
15 percent of base pay.

G. Salary schedule adjustments would not auto-
|
|

1. The minimum and maximum for SIS bonuses ES
would -remain-as they are today, but the bonus - e 7 v
pool would be increased somewhat to allow a ' ' IR
larger percentage of thc SIS populatlon to receive
an award. .
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Feature 3—Performdnce Plan

A. A modified performance appraisal system
would be developed that includes: performance
plan formulated by the supervisor and employee at
the beginning of the rating period and required
interim feedback discussions between supervisor
and employee.

B. An automated data base of key tasks for each
job identified by the occupational panels would be
developed and made available to supervisors and
employees to aid performance planning.

C. Supervisors would have the flexibility to
modify a performance plan on the basis of interim
feedback discussions with the employee.

Feature 4—Performance Evaluation

A. The current PAR format could be changed
and a five-point scale adopted in place of the
current seven-point scale. -Additionally, a perfor-
mance appraisal form tailored for the evaluation
of managers would be developed. '

B. Employees would be evaluated against job
tasks identified by the occupational panels or
against specific job tasks developed with the
supervisor.

C. The performance appraisal by the first- and
second-line supervisors would be used by panels to
evaluate and rank employees for pay adjustments.

Feature S—Qccupational Career Handbooks
Career handbooks would be written for each

- Agency occupation. The handbooks would outline

the career management process for each occupa-
tion including career maps, training and assign-
ment opportunities; and pay administration pro-
cedures.

Feature 6—Individual Career Development Plans

Employces would have the option, tools, and
incentives to prepare detailed and realistic career

development plans. Information regarding pro;cct- ,

ed Agcncy needs would be available to assist
employees in their individual planning.

Feature 7—OQccupation-Specific Training

Occupatxon-spccxﬁc training. would be - devel-
oped that is keyed to the particular skill require-
ments of the various levels within individual occu-
pations. Representatives of the occupations would
work with OTE to tailor courses to meet specific
occupational requirements. .

o
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Training would be made available when it is
needed and at the convenience of the employee.
Several new training features such as self-instruc-
tional correspondence courses, computer-based in-
struction, and workbooks on a range of unclassi-
fied subject areas would be developed.

Feature 8—Improved Availability of Training Ny X(

Feature 9—Dual Track

With more positions established for experts at the
higher levels, employees in a number of occupation-
al fields would have an altemnative to the manage-
ment track that offers appropriate reward and status.

Feature 10—Promotion

A. Career management would continue to be the .
rcspon51b1hty of the parent organization/career
| service, and pancls would evaluate employees an- ;

nually for promotion to the next higher level.

B. All employees who have a satisfactory perfor-
mance appraisal rating would be considered for
promotion.

‘C. Promotions would result in a2 permanent
increase to base pay of at least 10 percent.

Feature 11—Flexible Benefits

A flexible benefits program would be developed
with three attractive characteristics. First, it would

allow the employee more choice in selecting bene- .-
fit options. Second, it would allow the employee to R
pay certain health and dependent care expenses ‘S

‘ and other-qualified benefits with pretax dollars.
Third, it would allow the employee to exchange
some annual leave for additional flexible credits or
exchange flexible credits for additional leave.

Feature 12—Leave Conversion -

Several annual leave modifications are being
proposed as alternatives to those offered under
flexible benefits. These include: increasing the /
annual leave carryover limits for non-SIS manag- '
ers and experts; cash-payment for SIS leave bal- -
ances in excess of S00 hours; conversion of annual
leave t6 sick leave or deposit into a sick leave
bank; and use of home leave balances as paid txmc
off in the year before retirement.

Feature 13—Educational Assis(ance for
Dependents

A ClA-guaranteed and -subsidized student loan- = . : . O
program administered through the Credit Union is : /
proposed. In addition; leave secured loans and

Thrift loans are considered.
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Feature l4——S£aﬁing Management Tools

A. Establishment of a retention bonus program .
is proposed to provide managers with extra flexi-

bility to reduce turnover of key individuals or

groups of employees. -

B. An carly retirement provision is proposed
that would allow certain SIS officers retirement
with unreduced benefits to maintain a flowthrough
into the management ranks.

C. An carly retirement provision is proposed
that will allow certain key experts to retire with
unreduced benefits as a means of encouraging
them to spend a full career with CIA.

D. An involuntary retirement option is being
proposed to allow certain individuals effected by g
reorganization or reduction in force to retire carly

with unreduced benefits.

Feature 15—System Controls

Computer-based models of the personnel struc-
ture at CIA would. be developed to formulate
salary planning grids for the Agency incentive pay
program, to allocate incentive and promotion 7
monies to the Directorates, and to assist compo-
_ nents in adjusting occupational levels and num-
bers of personnel.

Feature 16—Projection Tools

Automated support would be available at the .
component level to assist managers with projec-
tions on future human resource requirements.
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After reading the Task Force report on the proposed new pay, personnel
management and benefits system, the statement(s) below that most closely
reflects my opinion is:

o~

1. What are we waiting for? I agree with the proposed changes and
think that we ought to adopt the new system pretty much as presented

in the report.

2. I agree with most of the proposed changes but think that we ought to
adopt as many of them as we can under the present (GS) pay system,
without shifting to a market-based occupational pay scheme.

+

3. I agrége with most of the proposed changes but don't like:

the pay-for-performance incentive feature

having to get off the GS system _

the dual track idea .
banding

the proposed new PAR system

other (specify , )

4. I don't feel strongly for or against the proposed changes; I could
go either way.

1}

5. I don't like any of the proposed changes except:
incentive pay
market pricing and getting off the GS system
dual track
_____banding
_____improved career development system
proposed benefits program changes -
other (specify )

6. I think the whole thing is a bad idea; we should stick with what
we've got.

7. I still don't understand the proposed changes well enough to make an
informed judgment.

fow  Coukd THZ fJFFeey THE IS5 SyaTrem? ¥ W £
My off}geg Z)CJA/LC ///0/5?0 MM ?//““’Q/ ’bg & W;- =
Grade - . .
Career Serv{qum:/ /QxJzﬁ( Zé e
/,,uvp@z_ /(//

Job title or occupation EXEC vfmmj/
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EMPLOYEE SURVEY

System Features:

Feature 1—Occupationally Defined Bands

A. There could be a varying number of banded

pay levels—from four to six—for each Agency
occupation.

B. There would be a broader spread between the
minimum and maximum of a banded pay level
than exists for GS grades. Instéad of discrete steps,
the internal range of anindividual banded pay
level would be open, and permanent salary in-
creases would represent a percentage of base pay.

C. The relationship between our occupations
vj/ould-pc maintained by an Agency-specific job
evaluation system. This system would replace all
OPM-related classification tools being used by the
Agency. :

D. An Agency-unique pay schedule would be
developed using the banded job levels identified
by the panels. The new pay schedule would have
25 pay levels based in part on salary data that
compares Agency jobs against equivalent ones in
the marketplace. Each band within an occupation
- would be placed on the new pay structure at the
appropriate level. The top of the pay structure
would be constrained by the legislative pay cap.

E. To keep the pay schedule current, contractor
support would . be.used -to - compile -and assess
salary survey data for periodic review by the

Ofﬁcc. of Personnel with' direct participation ‘by.
the Directorates. Salary schedule adjustments peni-

odically would be authorized by the DCI. -

On a scale - of 1 to 10, indicate your rea
favorable, 10 being most favorable, and 5 indicat ‘
entry indicates no opinion). Use a separate sheet of paper if more room is

‘ ded f . , _ .
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ing a neutral position; no




Feature 2—Incentive Pay

A. The Agency would budgct directly for its
incentive pay and promotxon funds. Legislative
pay mcrcascs would increase the amount of per-
sonal services monies available for distribution to
employees as part of the incentive pay system.

B. Using budget amounts specified by the

Comptroller, an Agency-wide incentive pay plan-

ning grid would be developed annually and ap-
proved by the EXCOM. The grid would specify
the ratio of amounts available for permanent sala-
ry increases and performance bonuses.

ra
C. Above satisfactory performance would be
rewarded more substantially than under the GS,
and satisfactory employees would receive pay in-
creases comparable with those now possible.

D. Pay would be in two parts, a permanent
increase and a performance bonus; both will be a
percentage of base salary. Permanent increases to
salary would be ‘paid -biweekly, and performance
bonuses paid in a single lump sum.

E. Pay adjustments would be on the basis of
competitive evaluations conducted by panels. Of-
fice directors, DO division chiefs and heads of
independent offices would approve all pay adjust-
ments below the SIS level.

F. -Individuals who serve outside of their home
office would be evaluated for and paid a perma-
nent increase and a performance bonus by the
component in which they are working. Promotion
for these individuals would be the responsibility of
the parent career service.

G. Salary schedule adjustments would not auto-
matically résult in an increase to cach employee's
personal salary. Rather, an employee's salary in-
crease would be determined during the annual

pay-for-performance evaluation.

* H. A Manager-Expert Incentive Program would
be established as a recognition program for non-
SIS managers and experts. There would be an
increased annual leave carryover limit for manag-
ers and cxpcrts and ‘a.bonus program that would
allow anaddifional’ bonus, which, when combined
with the normal-merit bonus, could be as much as
15 percent of bascv ;lay

I. The minimum and maximum for SIS bonuses
would remain as they are today, but the bonus
pool would be increased somewhat to allow a
larger pcrccntagc of the SIS population to receive
an award. .

Declassified in Part - Sanitized Copy Approved for Release 2012/08/07 : CIA-RDP90G01353R001800030017-6

/10

! o

/o

/0

Declassified in Part Sanltlzed Copy Approved for Release 2012/08/07 : CIA-RDP90G01353R001800030017-6




Feature 3—Performdnce Plan

A. A modified performance appraisal system
would be developed that includes: performance
plan formulated by the supervisor and employee at
the beginning of the rating period and required
interim feedback discussions between supervisor
and employee.

B. An automated data base of key tasks for each
job identified by the occupational panels would be
developed and made available to supervisors and
employees to aid performance planning.

C. Supervisor§ would have the flexibility to
modify a performance plan on the basis of interim
feedback discussions with the employee.

Feature 4—P¢rformaqce Evaluation

A. The current PAR format could be changed
and a five-point scale adopted in place of the
current seven-point scale. Additionally, a perfor-
mance appraisal form tailored for the evaluation
of managers would be developed.

B. Employees would be evaluated against job
tasks identified by the occupational panels or

against specific job tasks developed with the

supervisor.

C. The performance appraisal by the first- and
-second-line supervisors would be used by panels to
cvaluate and rank employees for pay adjustments.

Feature 5—OQccupational Career Handbooks

Career handbooks would be written for cach
- Agency occupation. The handbooks would outline
the career management process for cach occupa-
tion including career maps, training and assign-
ment opportunities, and pay administration pro-
cedures.

Feature 6—Individual Career Development Plans

Employccs would have the option, tools, and
incentives to prepare detailed and realistic career
development plans. Information regarding pro_]cct-
ed Agcncy needs would be available to assist
employees in- thcu' mdmdual planmng

Feature 7—OQccupation-Specific Trammg

Occupatton-spccxﬁc -training would be devel-
oped that is keyed to the particular skill require-
ments of the various levels within individual occu-
pations. Representatives of the occupations would
work with OTE to tailor courses to meet specific
occupational requirements.
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Feature 8—Improved Availability of Training

Training would be made available when it is
needed and at the convenience of the employee.
Several new training features such as self-instruc-
tional correspondence courses, computer-based in- /0
struction, and workbooks on a range of unclassi-
fied subject arcas would be developed.

Feature 9—Dua! Track

With more positions established for experts at the
higher levels, employees in a number of occupation-
al fields would have an alternative to the manage- /[
ment track that offers appropriate reward and status.

Feature 10—Promotion

A. Career management would continue to be the
responsibility of the parent organization/career lo
service, and panels would evaluate employees an-
nually for promotion to the next higher level.

B. All employees who have a satisfactory perfor- » . . )
mance appraxsal rating would be considered for lo ( W*f&‘, CowSIALRED
promotion. . )

‘C. Promotions would result in a permanent /
increase to base pay of at least 10 percent. o

Feature 11—Flexible Benefits

A flexible benefits program would be developed
with three attractive characteristics. First, it would
allow the employee more choice in selecting bene-
fit options. Second, it would allow the employee to l
pay certain health and dependent care expenses
and other qualified benefits with pretax dollars.
Third, it would allow the employee to exchange
some annual leave for additional flexible credits or
exchange flexible credits for additional leave.

Feature 12—Leave Conversion

Several annual leave modifications are being
proposed as altemnatives to those offered under
flexible benefits. These include: increasing the
annual leave carryover limits for non-SIS manag-
ers and experts; cash payment for SIS leave bal- 5’ ’
ances in excess of 500 hours; conversion of annual
leave 14 sick leave or dcposxt into a sick leave
bank; and use of home leave balances as paid umc
off in the year before retirement.

Feature 13—Educational Assistance for’
Dependents

A ClA-guaranteed and -subsidized student loan
program administered through the Credit Union is g
proposed. In addition, leave secured loans and
Thrift loans are considered.
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Feature 14—S£afﬁng Management Tools

A. Establishment of a retention bonus program
is proposed to provide managers with extra flexi- Q
bility to reduce turnover of key individuals or
groups of employees.

B. An ecarly retirement provision is proposed
that would allow certain SIS officers retirement i
with unreduced benefits to maintain a flowthrough
into the management ranks.

C. An carly retirement provision is. proposed
that will allow certain key experts to retire with s
unreduced benefits as a means of encouraging
them to spend a full career with CIA.

D. An involupitary retirement option is being
proposed to allow certain individuals effected by 5§
reorganization or reduction in force to retire early
with unreduced benefits. '

Feature 15—System Controls

Computer-based models of the personnel struc- |
ture at CIA. would be developed to formulate : |
salary planning grids for the Agency incentive pay
program, to allocate incentive and promotion iy ‘
monies to the Directorates, and to assist compo- ’ |
nents in adjusting occupational levels and num- |
bers of personnel. ‘

'Feature 16—Projection Tools . : ’

|

|

‘ Automated support would be available at the
component level to assist managers with projec-

‘ tions on future human resource requirements.

|

"\
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/ After reading the Task Force report on the proposed new pay, personnel
management and benefits system, the statement(s) below that most closely
reflects my opinfon is:

~ V" 1, What are we waiting for? I agree with the proposed changes and
think that we ought to adopt the new system pretty much as presented

in the report.

2. I agree with most of the proposed changes but think that we ought to
adopt as many of them as we can under the present (GS) pay systenm,
.without shifting to a market-based occupational pay scheme.

-

LT ¢ agree with most of the proposed changes but don't like:

the pay-for-performance incentive feature

having to get off the GS system

the dual track idea .
banding

the proposed new PAR system

other (specify )

|

|

4. I don't feel strongly for or against the proposed changes; I could
go either way. : . ,

5. I don't like any of the proposed changes except:
incentive pay
market pricing and getting off the GS system
dual track
banding
improved career development system
proposed benefits program changes I -
other (specify A )

6. I think the whole thing is a bad idea; we should stick with what
we've got.

7. I still don‘'t understand the proposed changes well enough to make an
informed judgment.

My office_ D¢ilyic .

Grade’ [S—p 4

Career Service (=4 .

Job title or “occupation" EXecullys SeEcy
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After reading the Task Force report on the proposed new éay, personnel
management and benefits system, the statement(s) below that most closely
reflects my opinion is: - T

b’/(;i what are we waiting for? 1 agree with the proposed changes and
think that we ought to adopt the new system pretty much as presented

in the report.

2. I agree with most of the proposed changes but think that we ought to
adopt as many of them as we can under the present (GS) pay system,
without shifting to a market-based occupational pay scheme.

3.1 agtee‘with most of the proposed changes but ddn't like:

the pay-for-performance incentive feature

having to get off the GS system

the dual .track idea . .
banding : ' .

the proposed new PAR system

other (specify )

|

4. I don't feel strongly for or against the ptoposed‘changes; I could
’ go either way. ‘ '

)

S. I don't like any of the proposed changes except:

incentive pay ,
market pricing and getting off the GS system

dual track
banding
- improved career development system
proposed benefits program changes , / . S -
other (specify , ) :

6. I think the whole thing is a bad idea; we should stick with what
we've got.

7. I still don't 'understand the proposed changes well enough to make an
informed judgment.

My office W/fzs‘*r

Grade KLeval /v SecalLtany

Career Service . ”

Job title or "occupation® .SAUM?MQI
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